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Abstract 
Traditional deliberate strategies, based on cycles of stability and predictability, are no longer relevant for today's business 
environments. Emergent strategies have been advocated as the solution. In this research we investigate and propose how 
interweaving of the deliberate and emergent could be conceived and realized in terms of strategy, organizational structures, firm 
size and firm age. The aim of this study is to examine the existing strategies of SMEs in Turkish to know if they adopt more of 
unconscious actions or deliberately planned patterned behavior (PPB) which guides their actions. 
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1. Introduction 
Strategy was Porter (1996) defined strategy 
s at 
It has been over three decades since Henry Mintzberg (1978) first argued that organizational strategy can be the result 
of both the intended and the emergent. His ground-breaking work spawned a number of other models that further 
examined the strategy formulation process (Bourgeois and Brodwin, 1984; Nonaka, 1988; Hart, 1992). Mintzberg and 
Waters (1985) explore the process by which strategies form within organizations. They compare intended strategies 
(strategies that come from a planning process) with realized strategies (what the organization actually did). They 
provide a framework to study the difference between these two concepts through a continuum where at one end lies 
the completely planned strategy and at the other end lies the completely emergent strategy. For Mintzberg and Waters 
(1985) the real world strategies fall between the two poles of deliberate and emergent strategies. The main types of 
strategies identified by Mintzberg and Waters (1985) to be applicable within various organizations are the planned 
strategy, the entrepreneurial strategy, the ideological strategy, the umbrella strategy, the process strategy, the 
unconnected strategy, the consensus strategy and the imposed strategy. To qualify each of these strategies as either 
deliberate or emergent is dependent on various factors like the intention coming from either a single entrepreneur or 
the top managers or from the consensus of all stakeholders, or even from the external environment. This will clarify 
the control procedures for implementation of the strategy. In reality, many organizations probably have a combination 
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of the two. Fig. 1 illustrates the combination of the two approaches, combined with some strategies that may be 
unrealized.  
 
 
Figure 1: Deliberate and Emergent Strategies (Mintzberg, H. and Waters, J. A., 1985: 258) 
 
According to Mintzberg and Waters (1985), there are five kinds of strategies in their model (figure 1): Emergent 
strategy, intended strategy, deliberate strategy, realized strategy and unrealized strategy. Emergent strategies can be 
seen as responses to unexpected opportunities and problems and are usually developed from the locations at which 
business-level strategies are usually implemented, i.e. within business units and not at corporate headquarters. The 
pure definition of emergence requires the absence of intentions. (Mcgee, Thomas & Wilson 2005: 11).  
 
According to Mintzberg & Waters (1985: 257-258) by comparing intended strategy with realized strategy, as show 
in the figure below, allows people to distinguish deliberate strategy from emergent. According to the authors, it is 
expectedly difficult that a strategy is altogether emergent, but it is necessary to determine a completely emergent 
strategy when the environment has a direct effect on the organization and events are mingled with each other 
(Mintzberg and Waters 1985: 258). 
 
In one recent study of electrical utilities, Froelich and McLagan (2008) found empirical evidence to support 
Kald (2003) examined the Nordic paper and pulp 
industry and found that there is substanti
real impact on an organization, including its performance. in a study of 354 small and medium-sized enterprises 
(SMEs) in the UK, researchers found that strategic intent directly influenced investment decisions, which in turn was 
link to firm growth (Morash, 2001). And in a case study of a medical technology company, Ice (2007) maintains that 
Nielsen (2009) found that among a sample of 180 firms there is a complementary link between intended and emergent 
strategies and firm performance. 
2. Literature Review And Hypotheses  
2.1. Intended Strategy  
The planned strategy consists of a statement of clear and articulated intentions, backed up by formal controls'. In 
this type of strategy, management formulates a plan in as much detail as possible, which is then implemented. 
However, one of the problems with a planned strategy is that it is found in an environment which is highly volatile, 
and that, in fact, many strategies are based on the assumption of a stable environment. In reality, the environment in 
which the firm operates is rapidly changing and external factors can impose strategies on an organization. For 
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example, government regulation and controls as in the case of the airline industry or technological improvements as in 
the case of digital technology in the media industry (Love and Cooper, 2000: 211). 
 
The planned strategy is clear intentions back by formal control. The leader is the centre of authority with their 
intentions being very clear and precise and the goal is to transform the intention to collective action with minimum 
distortion. Programs and systems are built in to the plan to ensure that no one acts in another way then intended. For 
this type of strategic process to be effective the environment has to be extremely stable or the organization has to be 
able to predict it with great accuracy. Intended strategies can be implemented as they have been envisioned if three 
conditions are met. First, those in the organization must understand each import
strategy. Second, if the organization is to take collective action, the strategy needs to make as much sense to each of 
the members in the organization as they view the world from their own context, as it does to top management. Finally, 
the collective intentions must be realized with little unanticipated influence from outside political, technological or 
market forces. Since it is difficult to find a situation where all three of these conditions apply, it is rare that an intended 
strategy can be implemented without significant alteration.  
2.2. Deliberate  Strategy  
A deliberate strategy is a strategy that is carefully planned and controlled by the organization. The traditional 
strategies are deliberate strategies. The reasons for this are that these strategies begin with an idea, a plan is then 
developed, the plan is communicated, and some form of action(s) follows. The purpose of what can be considered as a 
traditional strategy is to create and maintain a long term definable position that results in competitive advantage within 
the market (Mintzberg and Waters, 1985; Eisenhardt and Brown, 1998). Deliberate strategy is the approach of 
planning school whereas emergent strategy is of learning school. It is seen that there are great number of studies on 
deliberate strategy in the basic premises of strategic planning whereas there are limitations in those of emergent 
strategy  
2.3. Emergent Strategy 
In the last few years, the idea of emergent strategies and decisions has been rapidly spreading throughout the business 
literature. 
perceived by the organization as strategic only as it takes place or even afterwards (Mariotto, 2003). Mintzberg (1984) 
pointed out that the realized strategy of an organization can strongly differ from the intended strategy and the extent to 
which an intended strategy can be realized is closely related to the strategic processes that exist within an organization. 
divorced from any preconceived plan (Mintzberg, 1987; Hamel and Prahalad, 2005). This strategy is the ability of the 
organization to be responsive to the environment in order to maintain its competitive position. Emergent strategy is the 
cumulative effect of day-to-day prioritization decisions made by middle managers, engineers, salespeople and 
financial staff - decisio
frame these decisions as strategic at all, at the time they are being made; they have a decidedly tactical character. 
 daily response to problems or opportunities that were unforeseen by those 
engaged in the deliberate strategy-making process, at the time they were doing their analysis and planning. 
 
The deliberate and emergent strategies are both important in an organization because deliberate strategies focus on 
direction and control to get desired things done while emergent strategies open up the notion of strategic learning since 
it involves responding to an unfolding pattern of action (Mintzberg and Waters, 1985). A pure deliberate strategy is 
when the organization proposes and then locks itself into a course of action toward a future destination that it 
ultimately reaches. In contrast, the pure form of an emergent strategy lacks intention but despite lack of intention there 
is order and consistency over time  (Mintzberg and Walters, 1985). 
2.4. Organizational Structures 
An organizational structure exists for management and control purposes. It defines the work roles and how 
activities are grouped together (Lasher, 2005). Many organizations are structured as a functional organization that 
supports a deliberate approach. Bryan and Joyce (2007) argue that most organizations are designed for a past industrial 
932   Özlem Çetinkaya Bozkurt and Adnan Kalkan /  Procedia - Social and Behavioral Sciences  99 ( 2013 )  929 – 937 
age where vertical integrated structures were designed for efficient operations. These vertically integrated structures 
exhibit high levels of hierarchical authority and control and are more suited to a stable environment. A virtual 
organization structure is an emerging organizational form where employees interact with each other almost completely 
using telecommunication systems. A virtual organization structure allows for high levels of connectivity both among 
the individuals members of the organization and with the environment. It is an extremely flexible structure that allows 
an organization to be reactive and innovative. Organizational structure can be categorized by two continuums: formal 
vs. informal, and mechanistic (bureaucratic) vs. organic (adaptive). Mechanistic structure is a structure characterized 
by high centralization, high formalization, and complexity or specialization (Robbins, 1993). Mechanistic structure 
has the characteristics of centralization, many rules, rigid division of labor, narrow spans of control, and formal 
coordination. Organization structure is likely to impact whether strategy is planned or simply emerges in organization 
(Mintzberg and Waters, 1985). Mintzberg and Waters (1985: 269) have called for an investigation of the types of 
strategies [i.e. planned or emergent] realized as a function of 
strategy may be planned in advance, it may emerge over time, or it may have some planned and some emergent 
elements. Mechanistic structures deliberately restrict managerial discretion and strive to eradicate operational and 
strategic uncertainty wherever possible, which suggests that they will favor the creation of planned strategies. 
Moreover, mechanistic structures emphasize control systems and processes which are necessary to ensure that planned 
strategies are implemented as intended (Mintzberg, 1979). Mechanistic structures, organic structures will logically 
favor the creation of emergent strategies. Organic structures are not only likely to facilitate the creation of emergent 
strategies, they are likely to enhance the probable effectiveness of these strategies. 
3. Methodology 
3.1. Research Goal 
In this survey we aim to identify the relationship between emergent strategies, deliberate strategies, organizational 
structures, firm size and firm age in Turkish SMEs in Antalya. To test the hypotheses, a field survey using 
questionnaires will be conducted. The survey of this study will be conducted on middle and top managers of firms 
operating in Antalya Organized Industrial Zone, Turkey. Firms were contacted via email or phone and asked to 
participate in survey and were interviewed with face to face. Data obtained from questionnaires will be analyzed 
through the SPSS 15 statistical program and four proposed relations will be tested through correlation analyses. 
H1: SMEs adopt more emergent strategies than deliberate strategies. 
H2: Strategies are positively related to organizational structure. 
H3: Strategies are positively related to firm size. 
H4: Strategies are positively related to firm age. 
3.2. Sample and Data Collection 
In this study, SMEs operating in various sectors in Antalya were chosen as the research population. Randomly 
selected 192 SMEs were taken as the sample of the research. The number of SMEs registered to Antalya Organized 
Industrial Zone (AOSB) is 252 (population) in Antalya 2012. The rate of randomly selected sampling is 76.2% (192 
firms). Analysis has been carried out using data which were obtained from the SMEs in AOSB by using a 
questionnaire form. In this study, respondents were asked to rate on seven-point Likert scales (1: certainly disagree, 
7: certainly agree). The respondents were chosen from the top and mid-level managers in SMEs. Questionnaires 
were subjected to respondents by interviewing face to face. Data obtained from those 192 questionnaires were 
analyzed through the SPSS 15 statistical program and the proposed relations were tested. 
3.3. Analyses and Results 
First the Descriptive Statistics test was applied to data in order to obtain descriptive information about SMEs. The 
values obtained from the test are given in Table 1. 
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Table 1. Descriptive Statistics for SMEs. 
Subjects Descriptions 
Nature of Firms Production Service Trade   112 (58.3%) 29 (15.1%) 51 (26.6%)   
Firm Size 11-50 employees 51-100 employees 101-150 employees +250 employees  75 (39.1%) 82 (42.7%) 27 (14.1%) 8 (4.2%)  
Duration of Activity 1-7years 8-15 years 16-23 years +24 years  26 (13.5%) 139 (72.4%) 24 (12.5%) 3 (1.6%)  
Existence of the Strategic Plan Yes No    176 (91.7%) 16 (8.3%)    
Status for Managers General Man. Finance Man. Personnel Man. Marketing Man. Founder 41 (21.4%) 33 (17.2%) 55 (28.6%) 60 (31.3%) 3 (1.6%) 
 
In this study, the emergent-to-deliberate strategy scale (Slevin and Covin: 1997) with a five item, 7-point scale was 
used to measure the construct of strategy formation pattern.  Moreover, the organization structure scale with a seven 
item, 7-point scale was used to measure the mechanization of the firm structures. With regard to this issue some 
hypotheses have been developed and the accuracy of these hypotheses was investigated. According to Skewness and 
Kurtosis values for normality, it was determined that all the distributions (Skewness=0 and Kurtosis=0) conformed to 
normal distribution (Table 6 and Table 10). 
 
Kaiser--Meyer-Olkin (KMO) value is 0.736 and Sig. is 0.000. This KMO value is greater than 0.50. Therefore, data 
set is suitable for factor analysis. The cumulative percent in rotation sums of squared loadings is 72.185. According to 
this result, the one factor resulted in factor analysis explained 72.185 percent of the total variance. All communalities 
values are greater than 0.50. 
Table 2. Total Variance Explained for Organizational Structures 
Component 
Initial Eigenvalues Extraction Sums of Squared Loadings 
Total % of Variance Cumulative % Total % of Variance Cumulative % 
1 4.331 72.185 72.185 4.331 72.185 72.185 
2 .680 11.340 83.524    
3 .366 6.107 89.631    
4 .338 5.629 95.260    
5 .215 3.576 98.836    
6 .070 1.164 100.000    
Extraction Method: Principal Component Analysis 
 
six, 7-point scale was used to measure the mechanization of the firms. 
Table 3. Component Matrix in Factor Analysis for Organizational Structures 
Variables Component 
Q22 .885 
Q17 .873 
Q18 .848 
Q23 .845 
Q16 .835 
Q21 .809 
Extraction Method: Principal Component Analysis. 1 component extracted. 
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The reliability coefficients for variables are given in Table 4.  
Table 4. Reliability Analysis 
Variables N of Items  
Organizational Structures 6 .922 
Strategies 4 .865 
Firm Size 1 .722 
Firm Age 1 .723 
 
Alpha coefficients obtained were accepted because they were higher than 0.50, as defined by Bagozzi and Yi 
(1988), and 0.70 as defined by Nunnally (1978), respectively. 
Table 5. Frequencies for Organizational Structures 
Variables Q16 Q17 Q18 Q21 Q22 Q23 
Mean 5.49 5.43 5.33 5.36 5.42 5.54 
Std. Deviation .773 .883 .782 .766 .726 .792 
Variance .597 .780 .611 .587 .527 .627 
Skewness .052 -.122 -.197 -.363 -.162 -.249 
Kurtosis .002 -.760 -.650 .447 -.346 .275 
 
Organizational structure was categorized by two parts: mechanistic and organic. A six item, 7-point scale was used 
to measure the mechanization of the firm structures. Higher scores on this scale indicate greater levels of structural 
mechanization.  According to results (Table 5), organizational structure of firms is defined as mechanics. 
 
Kaiser--Meyer-Olkin (KMO) value is 0.766 and Sig. is 0.000. This KMO value is greater than 0.50. Therefore, data 
set is suitable for factor analysis. The cumulative percent in rotation sums of squared loadings is 56.791. According to 
this result, the one factor resulted in factor analysis explained 56.791 percent of the total variance. All communalities 
values are greater than 0.50. 
Table 6. Total Variance Explained for Strategies 
Component 
Initial Eigenvalues Extraction Sums of Squared Loadings Rotation Sums of Squared Loadings 
Total % of Variance Cumulative % Total % of Variance Cumulative % Total % of Variance Cumulative % 
1 2.856 57.120 57.120 2.856 57.120 57.120 2.840 56.791 56.791 
2 1.152 23.039 80.159 1.152 23.039 80.159 1.168 23.369 80.159 
3 .412 8.250 88.409       
4 .323 6.459 94.868       
5 .257 5.132 100.000       
Extraction Method: Principal Component Analysis 
Table 7. Rotated Component Matrix in Factor Analysis for Strategies 
Variables Component 
Q55 .891 
Q59 .870 
Q56 .849 
Q57 .753 
Extraction Method: Principal Component Analysis.  
Rotation Method: Varimax with Kaiser Normalization. 
Rotation converged in 3 iterations. 
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Table 8. Freguencies for Strategies 
Variables Q59 Q55 Q56 Q57 
Mean 5.91 5.94 5.65 5.29 
Std. Deviation 1.057 1.004 .897 .885 
Variance 1.118 1.007 .804 .784 
Skewness -.762 -1.423 -.132 .033 
Kurtosis .017 3.444 -.536 .219 
 
Strategy was also categorized by two continuums: deliberate and emergent. A four-item, 7-point scale was used to 
measure the construct of strategy formation pattern. A low score on this scale indicates an emergent strategy pattern, 
while a higher score indicates a deliberate strategy. According to results (Table 8), SMEs adopt more deliberate 
strategies than emergent strategies. 
 
The Pearson correlation was used to investigate the relationship between the organizational structure 
(mechanics/organics), strategies (deliberate/emergent), firm size and firm age for SMEs. The values for Pearson 
correlation coefficients are shown in Table 9. in the correlation table, one to one relationships between independent 
variable and dependent variables are given. 
Table 9. Correlation Values 
Variables Firm Size Firm Age Strategy Org. Structure 
Firm Size 1.000    
Firm Age .566** 1.000   
Strategies (Deliberate) .307** .062 1.000  
Organizational Structures (Mechanics) .157* .166* .116* 1.000 
Pearson Correlation and Significance 
**. Correlation is significant at the 0.01 level (2-tailed) 
*. Correlation is significant at the 0.05 level (2-tailed) 
 
According to results, a positive relationship exists between deliberate strategies and mechanistic structures. 
Moreover, there are positive relationships between organizational structure and firm age, firm size. These results also 
show that smaller firms are more likely to have deliberate strategies. 
 
The results regarding the hypotheses are shown in Table-10. Totally 4 hypotheses are ranked in the Table. With 
regard to the results; Beta coefficiants ( ), Significance ( ) and ACCEPTED/REJECTED (A/R) status are also given 
in the Table. According to these results; only 1 hypothesis was accepted at significance level of  0.01 level. 
Table 10. Correlation Values 
No Hypothesis Sig. A/R 
1 SMEs adopt more emergent strategies than deliberate strategies. - R 
2 Strategies are positively related to organizational structures. .116* A 
3 Strategies are positively related to firm size. .307** A 
4 Strategies are positively related to firm age. .062 R 
4. Conclusion 
This survey, which is conducted on SMEs in Antalya, Turkey survived relations among the characteristics of SMEs 
and the relationship between emergent strategies, deliberate strategies, organizational structures, firm size and firm 
age. The most striking result to emerge from data is that SMEs adopt more deliberate strategies than emergent 
strategies. In summary the first hypothesis H1 (SMEs adopt more emergent strategies than deliberate strategies) and 
fourth hypothesis H4 (Strategies are positively related to firm age.) are rejected. The second hypothesis, proposing the 
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relationship between strategies and organizational structures accepted. The third hypothesis, which concerns the 
existence of positive relationship between strategies and firm size, is accepted. 
 
There is a positive relationship (.307**) between strategy (deliberate/emergent) and firm size. However, there is no 
relationship between strategy and firm age. These results imply that smaller firms are more likely than larger firms to 
have deliberate (planned) strategies. 
 
The results suggest that organic structural attributes should be matched with emergent strategy-formation processes, 
whereas mechanistic structural attributes should be matched with deliberate strategy-formation processes. Organic 
structures provide the flexibility, communicativeness, and decision making speed an organization needs to 
successfully modify its strategy as the situation dictates. Therefore, these structures complement firms with emergent 
strategy patterns. Mechanistic structures, on the other hand, rely upon rules, policies, and procedures to minimize the 
managerial and strategic uncertainty, as would be appropriate for firms with deliberate strategy orientations. 
 
According to Adobi (2005) the findings suggested that SMEs in Nigeria do not adopt more emergent strategies than 
planned but, they react to issues and challenges as they occur rather than following a coordinated or planned patterned 
behavior (PPB). This finding is not at variance with Westhead et al. (2002) claim that the attitude of SMEs in the UK 
is reactive and not planned. According to Love and Cooper (2000), a planned strategy would have had several 
advantages over the emergent strategies that the Post Office has adopted for IT. They have found the strategies 
towards information management applied by the Post Offices were emergent rather than deliberate. According to 
Wongsawan (2009) the results of research the finding revealed that a positive effect exists between benign 
environments, mechanistic organizational structure and planned strategic formation process. Slevin and Covin (1997) 
in his study of 112 manufacturers found a positive relationship exists between planned strategies and sales growth 
among firms with mechanistic structures. On the other hand, a positive relationship was found between emergent 
strategies and sales growth in firms having organic structures. 
 
However, this survey is conducted on SMEs in Antalya, Turkey; findings might not be transferable to all SMEs in 
Turkey. Thus, it is recommended that further researches can be conducted on small-scale organizations and, also in 
different cities and countries for the generalization of findings. This study provides an important theoretical insight 
into the strategies (from deliberate to emergent) and organization structure (from mechanics to organic) by SMEs, and 
presents empirical evidence to the strategies literature for Turkish SMEs in Antalya. In addition, in this study a 
particular sector is not focused due to the relatively limited number of small and medium sized enterprises in Antalya. 
In terms of future research, this study could be resumed using other types of application of strategic activities such as 
those applied by Leitner (2007), Adobi (2012), Love and Cooper (2000), Roger (1996) and Mintzberg and Waters 
(1985). Moreover, conducting the study among small and medium-sized firms would further advance the research. For 
the future studies on this subject, it is suggested that researchers should focus on the relationships between emergent 
strategies and firm performance. 
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